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DIBCUSBION OF THE JDVANTAGES ARD DISADVASTAGES OF TEMPCRARY FROMOTIORS 1C
‘ SUPERGRADE POBITIONS

i, Examimmtion of othar systems of temporsry promotlang in the Govermment
to deteraine thelr experisnce can be of some beliy. In e ssose the militery and
Forelgn Service systims were dssigned to maet smorgency condlticns when the entire |
establishmont was feced with rapid exzansion. I suchk circumetances with the fixed
masber of permansnt grades same relief was necessary in order to plsce properly
rated or ranked individuale in positions the ratiag of vhich was higher than the
permmnent allocatiion of gredes would permit. The Civil Ssrviza systesm ss such is
geared Lo an entirely different soncepl snd up to this time there appears to be
nc reguirement for statutory recognition of a temporary rromotion system. ¥ithin
the Civil Service the Veterans Prefersoce Act hag further discouraged any prograa
of temporsry promotlon.

2. Cos of the sppurent advantages of temporery promotions would be to give
flexibility. Buch flexitility can be eaviseged as being desirabls in temporary
situsticns where the incumbent will be abi;nt for an extended period. Another type
of situation would appear 0 be thst invoiving sssigmment of a Senior Repressntative
abroad. It cen be argued thst there asy L8 any sltustions where the suworgrede
rating for the position is besasd oo & reguirement for unique and specialised gquali-
ficetions. Upom filllag such & Job and in lipe with sventual rotation 1t could
well be that such specisl talents wers not necessery in asy othar Job. However,
through study of ithe inventory of supergreds positious within CIA, 1t is bellevesd
that the feasibility of yromocting incumbents of supergrads positions to tamporsry
positions would not generslly depend upon wnique or specialized knowledge and exe-
parience. The list of supergrade positions indicatea thal msore generally the
supsrgrade ratings are Lagsd on executive responsibility togesther with a technizal
knowledge of the figld concerned. It ia believed, therefore, that any advantage 10
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temporery prasotions vould depend on the degree of responsiblility attaching to
the specific position. As an example, if it were proposed that a G8-18 Assistant
Director were to go to s university for graduate study of 15 months duration, it
would seem both desirable and femsible that his Deputy, a (8«17, be placed in the
Job for such period with the temporsry grade of G8-18. A clear understanding would
be reached that the psrmanent occupant of the position vould return to it and the
temporary occupant would revert to his former position and grade. A temporary
promotion of this typs should have a prior determination that the individual is
fully qualified in all respects to discharge the responsibilities of the higher
rated position., If that determinstion is not favoreble he should not be granted
the temporary promotion even though through necessity he would actually be placed
' in the position. This is based on the principle that & pramotion should, with
no resdrvations, recognize that the man 1s qualified to fulfill the duties of the
Job. In those situstions where temporary premotions seem appropriate it is
believed that the length of contemplated service in the higher position should be
at least one year. There are many situations within CIA where individuals are
Placed on sn "Acting” basis and temporsry promotions should not be involved unless
the period is of substantial length, such as ome year. Otherwise the sdministra-
tive problems would outweigh the advantages.

8. Also pertinent at this point is the fact that it is pow CIA policy
to establish Senior Representative positions in the supergrades on & sliding scale
basis from 08-15 through 18. With this concept there is no necessity to attempt
greater flexibility.

b. In view of the existing ceiling on occupants of supergrads positions
flexibility must be schieved within that ceiling. In order to achieve a career
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service concept some consideration must be given to the establishment of a pro-
cedure for promoticos whicsh weuld consider all eligible mambers of the service and
oot base coosiderations for promotion on fortuftous circumstances vhich find an
tndividual placed in a particular spot.

¢. One possible advantage to & progrem of temporary pramotions would be
that wvhenever & mac is placed in & position which {s higher than his rating the
use of & temporary promotion would immediately make availadble to him the compensa~
tion at the higher rate, pending the time it ves deemed appropriate to make the

| promotion permapent. It is believed that this possible sdvantegs is more than cute

welghed by its dissdvantages. In the civilian renks of Government ssrvice there
are 26 true temporary yrapoticn systems. Thevefore, the mjo. iy of people have
come Lo sxpect that when they are promoted it is recognition of satisfactory per-
formance in the Past snd bellef that the indiriluel cen perform the duties at the
higher gredo. In swch circumstances it is believed that the recognltica sccarded
the individual both by way of reverd for rast services and incresged stature ig
the primmry satisfection in a promotion and that the increased compeneation is
secondary.

3. In any particular case invelving a tenporery promotion eswell as in any
prograa: of temporary promoticns there are inherent dissdvantages.

&. Experience clearly shows that even though a promotion my be considered
tempolfury ot the time, the lomger the individual stays ai that grede the mare 3iffi-
ult it becomes a8 8 prectical matter to return him to the Frevious lower grade.
Varicus types of netursl pressures develop te retain the individual at the higher
rating. Thus & prowotion of this type, particularly where it is of indefinite dure-
tion, tends to becoms, de facto, a permanent prowmoticn.

b. There hmmdmmrmtmntmm, vhere temporary
promotions are permBied, will utilise them fer Frobaticuery purposes. During such
pericd {t is the hope thet it cnn be ietermined that the wan is Qualified., Howevar,
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in this type of siiustion again it has been found sxbremely difficult to demote
the individual on the ground that he hes not meagured up. If the demotion does
ocour, thare are sericus aiverse effectg on the Individusl as well ss his effective-
cows in deaiing with oihers. Un the other hend if he is lef: in the hiner grade
the functica of ihe orgsaization is hurt if be is oot performing up to per. Howe
evar, experience agaln hes shown that the tendency in such cases is simply to
leave the map in the higher rating and hope ithat iime will svlve the probliem.
Therefors, hie Agency wsder aay sirowsstences ehould sot utllize temgorary pro-
motions as a probalicuery device ana should sstisty itsolf 1n all particuiar prior
to promotion, vhether permensnt or temporeary, that the lodividual is qualified to
falfill i2 all regpests the responeibility of the nigher grede. Ihe roper proe
bationary puriod is hefore, if possible, end afier sssunption of dutics Lo the
now pogluion, bul prlér Lo prosotion action.

2. In most tables relating to sssimilated runks, GS~l)'s are equivalent
<0 Colonels and the supergredas are eguirelenl to "flag' rsoks. Within the millie
tary service there is an intangitle but recognizable "bump” over which vne must
go to remch "flag" renk. This is besed in part on the pumsericsl limits of "flag”
ranks plus Congressional confirmation of all appoiniess. 11U s recognized that
thers sre many cutstanding men in the service whe fur coe resson Or ancther do
a0l advance apd get over the “huagp”.

{1) 1t is velieved that over the yesrs ihers is somsthing to be
galined by est=blishing o similsar petiern witbin tie CI4 Carszer Jervice utilising
the pormel G8 schedule and the supergrades. It is believed uniesireile Lo hove a
large oumber Of wemporery promotiong to supergrkios and subsequent demoticns Lo
tiw GB=-13 level.

{2) This problem could be relmted o the pressnt cffort Lo establish

an hxeoutive Inverioey wiihin CIA. Whllie that inventory at the present time ls

Approved For Release 2002/08/06 : CIA-RDP78-04718A000100160181-5




Approved For Release 2002/08/06 : CIA-RDP?G%AOOMOMGMM -5
-l

not basel on supergrade categories, it is belleved thet the Executive Inventery
aod the "flag” rank situsticns sce somevhat similer in thet they represent top
menagament of the departments connernod. It 18 suggestec that these programs
2ould be blamiad so that advapiemsnt into the sunergrade calegory or _xsrutive Ine
vemtory vould be meaningful se Lrioging an indl-icual into the fraternity of toe
top management. Obviowsly s greel deal of shifiing in and out of this groun would

e wdegirable.
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